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PRODUCERS 
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Vice President of Product Development 
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Producers are Modern Alchemists and 
Fortune Tellers seeking answers 

I* 

about Tiinae and Space 


Production Roles 

There are a lot of roles in production! 

• APs & Project Managers 

• Dept/Line (Technical, Art, Story, etc.) Producers 

• Task Jockeys & Production/BI Analysts 

• Marketing Producers & Product Managers 

• Senior Producers / Project Heads 

• Executive Producers (many flavors) 

• Development Directors 

• Online, Live and DLC Producers 

• Outsourcing and External Team Producers 

• Scrum: Owners, Masters, Pigs & Chickens 


Be Useful. 


Things that will make you useful: 

• Paying attention to people's needs. 

• Eliminating distractions. 

• Gathering information regularly that impacts 
quality and deadlines, and using it proactively. 

• Learning the tempo and groupings in your studio. 

• Being visible and having answers. 

• Being self-aware and understanding the impact of 
what you're saying. 

• Sticking to your strengths (during work hours). 

• Being an example of mastering one's craft. 

• Understanding how quality and speed happens. 


Don't be useless. 


Things that make you useless: 

• Distracting focused people. 

• Talking when you should listen. 

• Staying in your seat. 

• Blurting / introducing confusion. 

• Abdicating. 

• Hiding. 

• Unintentional misdirection. 

• Offering creative ideas without basis/training. 

• Not following up. And being flaky. 



SKILL TEST: TARGET SELECTION 


Keep Scope Manageable with 
Cuts & Consolidation 






TEST: Coach people so they value your 
feedback and want more of it 

• Content Critique (work output) - For Leads and Directors 

• Behavioral Coaching (soft skills) - Realm of Producers 

• Please maintain consistency to providing small notes 

• Coaching note: If people aren't following a process, that's 
behavioral, and could be due to any number of things... 

- Education about process / complexity 

- Poor tools/ pipeline 

- Lack of process relevance 

- Lack of attention / integration into larger picture 
— Long periodicity of feedback / review 

- Be holistic when coaching about process!! The process might 

suck. 


SKILL TEST : Learn everyone's name! 



And their family 
members' names 
too! 
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The Iron Triangle 


Gamers want to play a great game ASAP. 
Investors want to reach customers for ROI. 
Developers have passion to create a great game. 


National Library of Australia 


nla.pic-vn3071 984-v 





Predator Ooze 


Creature — Ooze 


Predator Ooze is indestructible. 

Whenever Predator Ooze attacks, 
put a + 1/+1 counter on it. 

Whenever a creature dealt damage 
by Predator Ooze this turn dies, put 
a + 1/+1 counter on Predator Ooze. 
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TEST: Transmogrification 





Effort Over Time Reduces Unknowns 


The 

Unknowns 



GOALS: 

Entertain & Humor Millions 
Have Great TV Presence 
Have Longevity 
Leverage Diverse Interests 




Get the Team's Support for Great Data 

• Great Data -> Awesome Reporting -> Promotion! 

• The Bootstrapping Approach of Prediction for 
Informing Decision Makers (just means asking devs 
questions and getting reliable answers) 

• Devs don't want to crunch; they want to know 
decisions are helping them 

• Devs do want to make great games; they want to 
know decisions are helping them 

• Build strategy and processes around 

- Making great games and entertaining people 

- Building sustainable, masterful teams 

- Work | Life Balance 

- Helping decision makers 

• Reliable information about status, goals and risks 

• Providing focus and meaningful goals to devs; tracking, tools, etc. 
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http://www.mindmaptutor.com/2010/02/a-good-mind-map-has-structure/ 


TEST: Can you make great coffee? 
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Create structure so 
that unstructured 
problems can be 
understood and 
solved. 


^Vrerorc h ie.s 


Data from Opinions 

• Surveys with good Likert scales 

• Q-Sort for understanding viewpoints 

• Factors, Clustering and Correlation (Regression) 

• A data driven basis for weighting POVs 

• Things like... 

- Who are your dept's quality leaders? 

- What should you focus on? 

- What will make your team better? 

- What processes need to be fixed? 


Most 

Disagree 



Disagree 


Somewhat 

Disagree 


Clusters 


<M<oyukon Residents 
SI Caucasian Residents 
A Agency Employees 


http://sspp.proquest.com/archives/vol7iss2/1011-061.ray.html 



iNo Dimensions and their statements 


Q-sort study 
result (%), n= 41 1 


http://www.emeraldinsight.com/content_i 
mages/fig/0410110603003. png 


Physical quality 

1 Some of the facilities in the room didn't work at all 0.93 

2 The decor was a Jumble 0.89 

3 The decor was beautifully co-ordinated with a great attention to detail and clear vision 0.85 

4 Everything in the room worked and was easy to use 0.85 

5 Outside your room, there was nowhere you could sit down and meet people 0.76 

6 The hotel was dirty and unhygienic 0.71 

Staff behaviour and attitude 

7 Staff were really good, they displayed effortless expertise 0.82 

8 Staff didn't know what they were doing 0.82 

9 Staff seemed to anticipate what I wanted 0.76 

1 10 Staff didn't care whether you were pleased or not 0.73 

11 Staff recognised you 0.73 



How Quality Happens 

In the presence of passion. 

When people care about common goals. 

In the presence of trustworthy critique. 

When people are having fun and pursuing 
mastery; the joy of improvement and results. 

When people are well matched to what they're 
doing. 

When there is a peer group / community. 

When the consequence of failure is personally 
unacceptable. 


How Speed Happens 


When people are highly engaged and focused. 

When people are aligned to common goals. 

When tasks are organized and prioritized; when 
work queues are reliable. 

When distractions are very low. 

When people feel good. 

When goals are clear and a bit challenging. 

When momentum is sustainably built. 

When the end is in sight; milestones and releases. 


Milestones & Releases 


• Logical schedules are awesome. 

• Planning, therefore, is pre-awesome. 

• Planning and scheduling are continuous. 

• New information must be integrated! 

• Dates help people focus. 

• Dates, therefore, are good for quality and speed. 

• Dates are a great tool for making new dates. 

• Backwards planning! 

• Forwards Planning! 

• Dependencies and Relationships 


Planning to be Prepared: 

A Schedule for Massive Organizational Readiness 


SYNCHRONIZATION 

MATRIX 

Mission: Defib&ate Attack 
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X-Platform Development Phases 


Analysis & Ideation 

Execution 

Concept 

Pre Production 

First Playable 

Vertical Slice (Can be multiple) 
Production Greenlight 
Alpha 

Localization/Translation 

Beta 

Pre-Certification Pass -> ZBR 

Cert Submission 

RTM 

Manufacturing 
Prop & Shelf 
Live: 

- Micropatches 

- Patches, TUs, Compatibility Packs 

- DLC offerings 


Core Leads / EP 
Biz / Legal 

Concept/Core Leads 
PrePro Team 
...with content support 
Slight ramp up for core goals 
Rush to Horizontal Slice 
Content Complete??! 

Kit prep 

Focus on polish. Triage! 

No more bugs please. Uber Triage! 
Hope you focused on the platforms... 
Submission is approved!! 

5-6+ weeks 

Timing: when physical meets digital 
Live team operational 


Questions when Release Planning 


• What are the platforms? • 

• How many regions? • 

• How many versions? . 

• Compatibility? 

• Localization? . 

• How are builds made? 

• Where are they stored? 

• How are they distributed? 

• Demo builds? 

• Digital and/or non-digital? 

• How long for mastering & 


Branching? 

How long for cert? 

Who approves the 
submission build? 

Who makes the ISO? 


distribution? 


Managing Up 

The best thing you can do is help your boss know 
what's going on ASAP with anything that would 
surprise her/him not to know. 

Over deliver every time. Don't over promise! 

Consider making infographs and other simple 
communication tools that executives can pass 
around for reference. 

Maintain your credibility and integrity. Don't lie, 
and commit to finding out answers when you 
don't know. 


Optimize Your Time 


There's always going to be a lot to do. 

Capture, categorize, sort, prioritize, execute, 
assess, repeat. Do it in parallel. 

Keep great notes, in one place. 

Recap what you've learned for the people who 
are affected by it. Email digests are handy and 
leave a good trail. Reporting and 
disseminating is a skill. 


Know your Version Control ! 


Whether Perforce, SVN, Team Foundation... 

- Learn it inside and out 

- Understand your VCS file and metadata 
organization 

- Permissions and accounts 

- Learn how to set up new users with template 
user types 

- Learn and be an advocate for your department' 
check in policies 

- Subscribe/watch check-ins to be aware of 
changes! 



Have a Philosophy 

Be a Truth Seeker and Be Flexible 

Create your own Production Philosophy 

Make it logical and relatable; be able to explain it. 

Learn something everyday and reflect how your 
learnings relate, add to, or modify your 
production philosophy 

Mine is simply 

Lead through Constant Change , 

Inspired by The Book of Five Rings 

by Miyamoto Musashi. 



Precepts 

Know Yourself 
Be Confident 
Be Ready 
Learn 
Lead 


Examples... 

Trust and Credibility 
From Experiencing Change 
Process is as Process Does 
Get the Facts, Fill your Gaps 
Communicate and Execute 


Team Needs, and your role in caring for them... 


When people trust that you care about their needs, 
you can build a Team and then Consensus. 

Move people to a place where they can imagine 
Mastery as their biggest Opportunity for Security . 

When people's needs are met, they are able to 
focus on doing quality work and caring for the 
needs of others (like Customers). 




Michael Plishka, 2008: Creativity vs. Cortisol 

http://zenstorming.wordpress.com/ 

based on: 

http://www.wired.com/science/discoveries/magazine/17-01/st 3st 



Maslow's Heirarchy & Talent Management 


Self-actualization 

morality, creativity, 
problem solving 


Esteem 

confidence, achievement, 
respect of and by others 


Focus on Mastery 

A 



Love/belonging 

Friendship, family, sexual intimacy 


Team & Peer Group 


Safety 

Employment, resources, health 


Physiological 

Breathing, food, water 

http://blog.softfluent.com/category/software-development/ 



DO NOT WAIT TO DO DIFFICULT THINGS 

THAT MUST BE DONE 

• To coach people 

• To release consistently low performers 

• To prepare new schedules / budgets 

• To protect the greater good 

• Stop doing / eliminate things 

— Whose cost outweigh their value 

- That harm team morale 

- That harm customers 

- That harm financial stakeholders 

• To hire great people 

• To ask for help! 


Performance 


People's value exists over time, 
not at one sample point. 


Figure 1: The Ycrkcs- Dodson Human Performance end Stress Curve 

Human Performance Curve 


Sustainable? 





http://www.thinkadvisor.com/2012/07/24/stress-for-success-pt-l-how-to-handle-the-stress-o 





Forecasting & Predictive Analysis 

• Good for Matchmaking, Burndowns and Wagers 

• Probability requires great counting skills and tools 



• Make sure you can explain accuracy / risk factors 

(Confidence Intervals) 

ARBITRARY DAY 



Estimation 


Sample Burndown Chart 
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— Innovative and challenging work 









Time Series Statistics 

Forecasting with Trend Analysis 


Time Sequence Plot for Y 
ARIMAtOjljO) with constant 



Integrated autoregressive + moving average trend model 


Using Project Data (Created vs Resolved) to forecast: 

• Time to Beta (assumes Alpha complete) 

• TimetoZBR 

• Time to Submission 






John W. Foreman 


Methodologies 

"...our ability to catch things earlier needs to be 
improved. And our job is to continually rethink 
what we are doing. But we will never get it 

right ."- Ed Catmull 13 Mar 2014, Fast Co. interview 


Waterfall 
Spiral 
Iteration 
Agile / Scrum 
Lean / Kanban 


Dependency Chains 
Risk Analysis & Phases 
Release Early & Often 
Prioritization & Tempo 
Work Leveling & Efficiency 
Time Boxes for All Methods 


Eliminate Errors and Waste! 


• Bad for Morale 

• Bad for Quality 

• Bad for Deadlines 

• Bad for Perception 

• Bad for Games 


You Need to Understand, Respect and 
be an Advocate for Value 


The Value of... 

• Customers 

• Developers /The Team 

• Quality 

• Money / Finance 

• Time and Opportunity Cost 

• Timing; Adaptability and Market Windows 

• Publishing; Forecasting, Marketing and Distribution 

• External Partnerships; outsourcing, contracts, etc. 


You are a Guardian of Value 


TEST : What is the Present Value of receiving 
$104 in one year if you demand a 4% return on 
your investment today? 

PV = FV(l/l+interest rate) A n 

PV = 104(1/1. 04 A 1) = 104(1/1. 04)=$100 

http://seattlecentral.edu/faculty/moneil/A230/AppxC/Chl5AppxA.htm 

What is the value of that hero asset in a month? 

What is the value of a good matchmaking system in 6 mos? 
What is the value of a campaign game in one year? 

What is the value of having a more epic game than the 
other guys in two years? (Team goal or Biz goal..?) 

MS Deliverables for some, rank priority for others. 


Diffusion of Innovation and S Curves: 

A 101 Topic For EPs and Product Owners 


Generalized Product Life Cycle 



Follow Up: 

TED Talk by Simon Sinek 

Diffusion of Innovations by Everett Rogers 



Go for the glory! 
Be a Producer. 


aaron.thibault@gearboxsoftware.com 




